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By De Harrington®and “A W. Owings” _ 


Mamufacturers have long realized the value of keeping the interest of 
employees focused on the products manufactured, for in so doing efficiency in 
the organization is maintained or even increased. One method of attaining this 
goal is through a publication termed a "house organ." In recent years this idea 
has been adopted, to a comparatively li.jited extent, .by mine operators in an 
effort to obtain greater safety and operating efficiency from. the bosses and the 
men. There are several adaptations of the "house organ" idea to mining; some 
companies publish weekly, monthly, or possibly every ,three months, a mimeographed, 
multigraphed, or printed pamphlet devoted in wholé or in part to-safety; . 
generally circulation is limited to only a portion of the employees. and to a 
few persons outside of the company organization. © Another plan is that of send- 
ing letters (mimeographed or multigraphed); it seems ‘probable that this method 
carries with it the greatest amount of the "personal touch" so essential in 
‘effective educational work. This paper will treat of the letter method of 
spreading safe ty propaganda. _— 


One type of iaheabiiaeeitel ics weekly, monthly, or in some bananas 
every three months) is that. sent by the safety official or possibly some opera-~ 
ting official to all foremen or bosses; another is a letter issued every week or 
every month, or at irregular time intervals to all employees - not only to the 
mine officials but to every worker in every occupation above or below ground 
around the mine. The letters are prepared by the safety. director or engineer 
or by some higher official such as the general superintendent or the general 
manager. The value of the letter is greatiy enhanced if it is contributed by 
the general manager, as it shows an active interest on his part in the men as 
well as in the mine and indicates that xs is reasonably familiar with mining 
conditions; in fact, it practically forces him to keep in intimate touch not 
only with the mine operations but also with the mine itself and with the miners 
as individuals, or at least as human beings. _ The greatest value, however, is 


the impression given to the employees that the ia is —e behind 
the safety movement. 


1 - The Bureau of Mines will welcome rernrinting of this article, but “requests 
that the following footnote acknowledgment be used: "Printed by permission 
of the Director, U. S. Bureau of Mines. (Not subject to copyright.) " . 

2+ Chief engineer, safety division, U. S. Bureau of Mines, Washington, D,C. 

5 ~ Associate engineer, safety division, U. S. Bureau of Mines, Washington, D.C. 
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WEEKLY OR MONTHLY LETTERS TO FOREMEN 


Letters to the bosses should have a distinct place in the safety program. 
The message delivered can be direct and at the same time convey no criticism of 
the bosses to the men under them, as would be the case in the letters directed 
to all employees. There is a psychological effect on the bosses who see their 
names in the letter as having a good or bad record, especially if there is a 
bomus or a bonus penalty system in effect. Those heaving few accidents among 
their men strive to reduce the number still further and those whose men are 
frequently injured strive to attain the best record possible. Moreover, the 
mine boss is entitled to have placed before him in "black and white" from time 
to time the definite ideas and attitude of the "higher-ups" of the organization 
in order to have a-definite basis upon Ss to One his own ideas and 
eeeraee toward his work. ; 


Some examples of. effective weekly letters as bank to the foremen of 
the Nevada Consolidated Copper Co., Ray, Ariz., will illustrate the value of 
this type | of letter. | y , : 


) " Five minutes of thinking will do more ‘than a whole 
night of wishing. ! 


"Mr ‘Roy Walsh, foreman at the No. 2 mine, has ‘mis pre- 
: aented with a nice watch fob by Mr. Thomas in appreciation of the 
fine safety record he has been making at the No. 2 mine. Mr. - 
Walsh worked a period of 47 days with only two minor lost-time 
accidents, and we feél ‘that this record will ‘eee favorably 
with most any mine in the country. e 


"' For the second quarter of the year we. had three fatal 
accidents and 32 serious accidenss. For the third quarter end- 
ing September 30, we had no fatal accidents and 23 serious acci- 
dents. The ratio.cf serious accidents per 1000 shifts worked 
for the second quarter was .$74. For the third quarter the 
ratio was «273. That shows that- the efforts of the different 
department heads and bosses are meeting with success, and we 
feel that the last quarter of the year, which we are Re EEG 
now, will show as much if not more improvement. 


" For the month of September at: the No.2 mine, 13 bosses 
out of 15 were in the bonus class. That is almost a perfect 
score. Also it makes two months straight for 10 of these bosses 
to receive bonuses. Mr. Kinsey is still keeping up his good 
work. He has worked 9,007 shifts now with no lost time. 


" In the near future we expect to have the accident fig- 
ures of some of the other properties of the Nevada Consolidated 
Copper Co. When we get those figures we will put them in the 
weekly letter so we will know how the kay plant compares with 

some of the other properties of the company. 


5410 2. 


. Inf. Cir.No 6161. °- 


vo. © Several ‘of. the. Jigger. bosses at the No. '2 mine are” 
making nice. records. and:if they keep. up.their present rate chee 
will. have a goad chance ‘for the. yearly award. The jigger ‘bosses 
in the -stopes. should :see:. ‘that: their men. bar down before ‘they 
start, to: drill .as.we-have had several injuries in the _—" by 
man. . —e saute with falling ‘rock: er iceman, al 


| oT ‘The, aah (ce sKould: see eke thes Neceande: — 
brake sticks and: they should not. allow their brakemen to use their | 
feet in coupling cars. Also, they should tell their motormen to 
watch the Sraane. to — sure he is RON going | a get hurt. 


fl if any jigger houw wants: his | tee the: first eight 
months: of this year, the Safety Inspector will gladly: give. it ‘to 
him. Also, any, of the other: dosses that. want thair record: can 
o— on 


< aes e 


. u The last. six asertati that: were seal 4 were’ accidents 
that the. men: tnemselves. could have. prevented, so that ebay us 
we should talk:-to the men évery day about — —. 


not Spikes and nails male ) poor acquaintances. TUE THEM 


ee "SABIY DIRECTOR" mee 


— is ‘ia insthe letter ‘scat that is well worth: sanbheubine in 
preparing a weekly letter..-In thé. first place, attention:is arrested.by an.apt 
quotation, which:will usually: cause a man‘ tiinking and: place Him-in.a- receptive 
mood to digest-the text of the message. .The first: item*of--interest is.the award 
for a meritorious safety re¢ord; this .is.a.distinctionifor. which all “réasonably 
minded basses will:strive.:..Tacts and. records are then treated:.and: achievement 
is commended. Before calling attention to failure of the jigger bosses, they, 
as a class, are commended. Finally, there is a short snappy say ing in which 
humor is intraduced to _— ae a the. ee i ae Zz 


‘All athens: are not of: ‘the same. genéral form as. will tie. seert “ay the 
following —— 
a He is Pini from naan, a even when. safe, ‘is on ‘his. 
puainl. a - pts 


“" We had no:-hLost-time accidents during.the past week, but 
on Necaies 24 a brakeman received a serious foot:injury. The > 
injured man said that he was not coupling cars with his foot, dut 
from the appearance’ of.‘the :shos and the injury of the foot it 
surely seems as if he was using nis foot. The stories of the in- 

. * jured: man, the motorman, and the jigger.boss did not: agrée, which 

- glgo makes: us believe: that the injured man was coupling. cars with’ 
his foot. ‘The-motorman-was given a ten;yday. lay-off. as we ‘feel. - 


ry re *. de : pox SAE a, RE gs tS eet arte ae sg Ay Oe hagewere we 
~ : : vg v: 
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that he was responsible to a large degree for the accident. 
These foot accidents to brakemen can and must be prevented, 
and in the future the motorman and jigger boss will be held 
| responsible for such accidents. All bosses should instruct 
their motormen to refuse to work with a brakeman that will 
not use his stick and the boss will give him another brakeman. 
We believe that the motorman khows if his brakeman is using 
his foot to couple cars and therefore the motorman will be 
held responsible if he does not tell his doss, that the brake- 
man is not using his stick. | 
" We are pleased to note that some of the bosses and 
jigger bosses are wearing the safety shoe. Mr. R. W. Thomas, 
Supt. of Mines, is wearing the safety shoe during his trips 
| ‘underground and finds it to be very comfortable. 


" During the first ten months of this year we have had. 
486 days of lost time from toe injuries. This does. not include 
_ foot injuries such as insteps, etc., which no doubt would be . 
prevented to some extent by the safety shoe. The 486 days lost 
was for toe injuries alone. | 


" For the period between the last two inspections. of the 
Mining Inspector we had six serious accidents. Four, or two- 
thirds of these six accidents, were from falling rock. Two were 
in, stopes, one in a drift, and one at a chute. We realize that 
it is next to impossible at times for a chute blaster to get his 
hands and feet out of the,way of falling rocks, but we also be= 
lieve that injuries from falling rock in stopes and drifts can, 
to a large extent, be. overcome, In most cases, where a man is 
injured by falling rock while drilling in either a drift or stope, 
it is through his own carelessness or the carelessness of some~ | 
one else, — | 


" 90 per cént. of all accidents are avoidable; 30 by 
thinking before the accidents occur instead of after they occur, 
a big part of these accidents can be prevented. 2 


" Don't forget to impress on your jigger bosses and 
motormen that they will be held responsible for foot — 
to their brakemen. 


" 't He who stumbles twice on the same stone deserves to 
break his neck,! | 


| "SAYETY INSPECTOR." 

As in the preceding ‘letter, the opening sentence is arresting. The men 
learn to expect such an opening to the letter and then will read the entire 
message rather than-.lay it aside. There is an important message in this letter 
in that there was a careless accident, probably in violation of one of the rules. 
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The case is. ‘cited, ‘pieoonate ie 4 is ai. asi the. 5 eailty ones:areé punished. 
All bosses who read this short statement. will realize that safety rules must not 
be broken, and after each man returns - to his section, he will-warn the motormen 
and jigger bosses to obey all rules. Tre rule requiring 'men to wear safety shoes 
is shown to be practicable, and that it applies to all men including the bosses. 
The example of the superintendent wearing the. shoe shows, further, that the 
management is sincere in the.desire to reduce toe and foot injuries. The con~ 
cluding sentence in the letter drives home a safety thought with-a smile. These 
contacts with the bosses contain much to commend: them to. _— mining company in 
the United States. | 


LETTERS. TO ALL scopic 


The bossés. in any mine ‘form only, a. mad proportion of. the underground 
personnel; therefore, to keep in contact. with the men,' a letter should be 
directed to all employees once a week, once a month, -or possibly at irregular 
intervals when there as & definite message. to be transmitted to the employees. 
Such letters should ‘not be long, should not cover too many subjects, and should 
be written in simple readily understandable language. It is of decided advantage 
to discuss only one subject or accident in any one letter. The United States 
Coal and Coke Co. at Gary, We Vae, sends letters from the general superintendent 
to all employees, and as the form of these letters is very good a few will te 
quoted; these letters are delivered by the company to each worker at his working 
place. The safety record of the coal mines of the U. S$. Coal and Coke Co. at 
Gary, W. Va., is so good that, coal mines..elsewhere may well study Gary methods 
with adoption of them where at. all feasible. One of the mines of the U. S. Coal 
and Coke Company at Gary, W.. Va., was given. the J. A. Holmes Safety Association 
certificate of honor for having. worked 606,072 underground man shifts and 214,667 
‘surface man ‘shifts from February 24,1917 by. December 31, 1926, producing 
6,030,862 short tons of coal, without. a, eee This safety record has seldom 
been equaled in the United States... : : 


| Below is copies” one of the letters delivered be workers at working places 
at Gary mines:- 


. "To.all employees: 


| | Thomas Mechugar, coal mee: 53 years old, Slavish, 
married with four children, Was seriously injured at No. 2 Works 
on Wednesday , November Oth, at. 3 may il fall of coal. 


a and two tne cata: were in Noe 20° room off 7 
left loading bone from the gob for the Power Plant. He was load~ 
ing the bone that was piled against - the rib when a large slab of 
coal fell from the rib without warning, a struck. nae leg, 
breaking it just above the ankle... . | 


"This accident is unfortunate. ‘for the man and for Noe c- 
mine, inasmuch as this is the first TIME LOST injury that has 
occurred in that mine during 1927.. 


DALO oe ee 
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"The safety committee, after hearing the evidence, 
decided ‘that: the injury was.caused by. the' fact that the injured 
. man was in too big a hurry: to load his car and did not: pay 
attention to the penene cine gale sad ame existed in the ar 
- he was ere ae : | ws 


eS MIt ds to be ee that such an. setion’. should | os 
""." . happen in order to call forcibly to everybody's: attention the e 


eae _ fact that they must not let their desire ta earn money: during. 
« ". this’ slack period make them:careless and neglectful: oe their 
safety. tee gO 


"Investigation of the. accident: further brought out the 
fact that the assistant mine foreman had not examined the rib 
from which the coal ‘fell, although he knew it: was loose and he 
had not specifically instructed.the man as to the danger in his - 

- working place. He had exercised extreme care in the past, he- 
had a 32 monthst record whenthis accident.occurred. This record 
was considered when he was — oe instead of iain 
or a or ee | - 


SU a ate ery | truly yours 


“NGeneral Superintendent! 

This okie, as will be. leon’ deals wholly with one accident. It. 
describes the manner in which the -injury ‘was ‘received, the cause of the accident, 
_ discusses the surrounding circumstances: and conditions, and places the responsi- 
bility. There is one important point to:note carefully; company responsibility 
through its officials is ‘not "dodged," and: the assistant mine foreman, although 
adjudged to blame, was only reprimanded because af his excellent past safety 
record. In other words, it is indicated that-safety records will, be commended 
and rewarded, but that no -zrcy will be shown the careless workers, including 
‘mine officials. This is Shown ‘in’an excerpt from another letter, rattan 
another accident. 


"The investigation of the accident :disclosed that the 
injured man was standing between the car and the rib as it was 
being pulled, and was struck: by the car:as it was being rerailed. 

'-The assistant mine foreman was in the place and observed the 
fact that this man. was in a dangerous position, but failed to 
remove him before attempting to rerail the car. The investiga-— 

tion further disclosed a lack of discipline and also the fact 
that proper instructions had not been given by the.mine foreman. 
It-was felt by the Investigating Committee :that the accident was 
the result of an accumulation of deficiency on the part:of. the 
mine organization, and as a result, upon their recommendation, 
the mine foreman as well as the assistant mine foreman were per- 
manently asaailad frem their oe scilaberengead : 
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"In this connection we wish to state that it is our 
opinion that practically all our accidents are directly trace- 
able to lack of discipline and to disobedience of rules. We 
wish further to state that the orficials of the mine, including 
the safety inspector, mine foreman, and all assistant mine 
foremen will be held strictly accountable for accidents which 
occur under their jurisdiction, but trust that there will be no 
further necessity for actions such as were taken in this case.!! 


The position of the management in regard to the enforcement of safety 
rules is not left in doubt, and it is readily understood that the policy of the 
company is to let "safety" be "the first consideration." Each letter has at the 
top the caption: _ 


SAFETY THE FIRST CONSIDERATION, — 
and at the bottom the followine: | 


aun PRODUCTION OF COAL WITHOUT FATALITIES. 
IT CAN BE DONE. | 


The — letter idea was carried even further by the general ‘superin- 
tendent. He requested’ his men to send in letters on safety. Some of these were 
copied in the weekly letter.’ The value of this plan is shown in the following 
abstract from a letter submitted by one of the bosses: 


"Now, I will say for some of us Bosses - some of us talk 
to our men as if we had our head.in a sack, and did not want them 
to see who was talking, as if to say that 'this is just merely a 
rule and it was handed to me, and I am handing it to you, and . 
don't say I haven't told yous! Take time, explain. the Rule, and | 
show the man where it is good for him to obey it; for himself and 

for the company. What is good for the Goose is good for the 
Gander. An old saying, and it is tight in this case. If the 
company makes good return on money invested, they can pay the men 
better, and if he takes chances, and gets killed, he has cost his 
family money and sorrow.'! | | 


Still another means of stressing safety is contained in the following 
letter: 3 On 7 


"To All Employees: 


'While visiting one of our plants last week, I noticed 
in the wash house a miner who wes cathing himself very varefully. 
He was aia icate | particular, even cleaning his finger nails. 


"T inquired of the superintendent about this man, and the 
superintendent told me that’ this miner was just as particular in — 
his working place and in his home as he was in his personal 
habits. His home and surroundings are kept neat and clean, and 
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his working place in the mine is always in first-class: order. 

I was advised by the superintendent that this man is one of the 
best and most careful workers in the mine. In fact, he says 
he can almost always tell the kind of miner a man is by watch-- 
ing him as he washes himself in the wash house of the mine. 


"Tt was very pleasing to find this particular man, and 
I presume there are other’ men at our-plants who are using to 
good advantage the facilities for washing that we have furnished 
them. The wives and families'of the miners are undoubtedly 
pleased to have their husbands and fathers come home clean and 
neat. | 


'T am sorry to say that I noticed some of the miners 
were not at all particular, and did not take’ advantage of these 
facilities, and when they had finished ee were about as 
grimy as when they began. ‘ 


"I hope all of our miners will learn to avail them- 
selves of the bath houses that we have furnished for their bene- 
fit, as we believe that a man who is particular about his per 
sonal habits will be particular about his health, and will also 
be particular about his aac ie in the mine, and avoid dl Se 
injured. 


_ "Yours ‘very — 
" "GENERAL SUPERINTENDENT. We 


About twelve hundred of these Selintatink atters. each giving a differ- 
ent message, have been sent from the general superintendent to each of the U. S. 
Coal and Coke Co.'s employees at Gary, W. Va. ° Although every létter carries the 
safety captions heretofore --sntioned, some of them are concerned largely with 
efficiency, or convey some thoughts on patriotisn,. good citizenship, or give © 
information as to mine gases or dusts, or something of a similar nature. The 
letters herewith quoted deal chiefly with critical analyses or statements con- 
cerning accidents, yet many of the letters were of a congratulatory nature when 
calling attention to the good safety or efficiency record of a mine, of an 
official, or of an individual employee. There is no question that this type of 
contact work by the mine management in taking all of the individual employees ™ 
into its confidence has a good effect not only as to safety but also as to 
efficiency and as to kindliness of feeling between employer and employee. 


The system of sending letters from high mine officials to employees, 
discussing matters of company policy, -— efficiency as well as safety -— outlining 
the attitude of the company, giving reasons for actions taken, and indicating 
what is expected not only of the general run of employees but also of the mine 
officials, can not fail to have good results. The letters addressed to foremen 
may contain more than one subject, since the men in responsible positions are 
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selected because they show more than average ability and should be able to com- 
prehend the import of things more quickly than many of the mine workers. The 
letter to all employees should, in general, be limited to one subject and 
should be more descriptive than the foreman's letter. The men should be made 
to feekL that the "big boss" has their welfare at heart and that he not only 
sympathizes with them but that he also tukes them into his confidence by writing 
them a personal letter. The opportunity to send to the workers commendation 
for notable achievements in safety and cuudiemnation of unsafe practices should 
be grasped by every mine operator. The rewards in more satisfied workers, 
decreased accidents, and, as a consequence, in economy of operation will far 
exceed the cost and effort expended in this most excellent type of educatioral 
work. 
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